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A PUBLICATION FOR WORKER 
CO OPERATIVES IN N.S.W. 



LINK 



JULY 1980 


FOR YOUR DIARY 


Please note that the following dates have been set down for Conference and 
Seminar sessions in Sydney. 


August 1980 
December 1980 
March 1981 


Friday 29th AND Saturday 30th 
" 12th " 13th 

" 13th " 14th 


June 1981 Thursday 25th, Friday 26th AND Saturday 27th 

Agendas will be issued as soon as practicable and you are expected to send 
representatives who will engage in useful debate to develop the work co-operative 
movement. 

We recommend the Development Officer, one Director and one worker attend to 
represent your co-operative. 


POINTS ON GETTING YOUR MESSAGE ACROSS 


"If you have got a problem 
and you want to talk to me 
seriously ; 

1. Have something to say 

2. Know what you are 
talking about 

3. Be prepared 

4. Be organised 

5. Do not talk to me about 
it before the meeting 

6. Get there on time 

REMEMBER 

7. I am nervous too. 


During our Talk ; 

1 . Wake me up, and 
often 

2. Keep on the subject 

3. Avoid preaching to 
me 

4. Modulate your voice 

5. Look at me 

6. Take charge from the 
start and try and 
stay in the saddle 

7. Speak up, do not read 

8. Talk up, not down. 


After our Talk; 

1. Be careful in answering 
questions 

2. Be careful in asking me 
questions 

3. Tell me where I am wrong 


Then we will start again! 1 


WORK - CO-OPERATIVE CONTRIBUTION COLUMN 


Please note the following date for you to contribute an article to Worklink. 
Handwritten or typed double spacing between 500-800 words. 

Please give this project some thought and discuss it with Michael Donovan 
when he next visits your location. You may write on any subject concerning 
the co-operative or any matter that is of interest or thought to be of interest 
to the co-operative. 

An editorial reply may be published in response to your contribution to 
stimulate discussion. 

The order of selection has been randomly chosen. Please do not miss the 
deadline. 


July 1980 

15th 

T ranby 

August 

18th 

North Sydney 

September 

15th 

Taree 

October 

15th 

Wagga Wagga 

November 

17th 

Armidale 

December 

17th 

Bankstown 

January 1981 

15th 

Campbelltown 

February 

13th 

Gosford 

March 

13th 

Bellingen 

April 

13th 

Bondi 

M3y 

14th 

Newcastle 

J une 

11th 

Nowra 

July 

15th 

Bathurst 

August 

17th 

Queanbeyan 

September 

15th 

Wollongong 

October 

16th 

Orange 

November 

13th 

Nimbin 

December 

15th 

Fairfield 


N OTE : The views and opinions expressed in the co-operative contribution 
column are not necessarily the views and opinions of the editorial committ- 
ee. No responsibility is taken or implied by publication. The right of 
editorial response is reserved. 


REASONS FOR CO-OPERATIVE FAILURE 


As in any other type of business undertaking, the reasons for co-operative 
failure are legion. Here, we identify some areas that contribute to co-operative 
failure. 

Premature Start . Often, the many factors that have a bearing on the feasibility 
of organizing a co-operative are not determined. 

Inadequate Member Support . This may stem from poor communications on the 
part of the co-operative, poor business performance, and/or lack of members' 
appreciation of what they can or cannot expect their co operative to accomplish. 

Failure of Management , (members, directors, and the manager and key employ- 
ees) . These participants on the management team do not assume responsibility 
for the successful operation of the co-operative. 

Inadequate Financial Support and Poor Financial Management . Members often 
fail to give the necessary financial support, and in other instances, the directors 
and the manager mismanage the financial resources available. 


Listing some specific danger spots may help: 


1. Poorly planned meetings 

2. Ineffective communications techniques 

3. Failure to recognize the need for effective member and public relations 
programs 

4. Selection of incompetent board members including board members who fail to 
attend meetings and who do not patronize their co-operative 

5. False economy in hiring management 

6. Poor accounting and auditing practices 

7. Failure to give members a full and accurate report on association performance 

8. Failure to build protective features into the operation of the co-operative 

9. Poor business sense with respect to such things as facility location, methods 
of handling products, handling of inventories 

10. Cliques or special-interest groups that may develop among members, directors 

or employees 

11. Unfair competition coupled with a misinformed public and unfriendly regulatory 
and governmental agencies 

12. Failure to recognize the contributions that sound research can provide for the 
decision-making process 

Co-operative management in a broad sense relates to all aspects of the business 
operations of a co-operative. It encompasses decisions concerning such specialized 
areas as financing, membership, communications, transportation and law, as well 
as the whole range of operating practices. 

Co-operative management is unique in that it is concerned with achieving success 
not only as a business firm but also as a co-operative. This means that members 
should have a say in the operations of their own business and a responsibility 
for its success beyond and above the benefits that accrue to them. 

Co-operative management, in contrast to other business management, involves a 
co-ordinated team effort by members, directors and the manager and the key staff. 
Though each has distinct duties and responsibilities in this scheme of management, 
they must-as a team-pay special attention to those measures that will enable the 
organization to start and progress according to members' need and desires. Care- 
ful attention must therefore be given to such matters as annual meetings, makeup 
and qualifications of the board of directors, adequate records, provision for 
training and an awareness of legal responsibilities. 


DEPARTMENT OF YOUTH AND COMMUNITY SERVICES 


REGISTRATION 


It cannot be stressed too much that getting registered is probably as 
important as creating new work areas. The co-operative is not a legal entity 
until registered and can suffer badly from the effects. 

Not withstanding the time that it takes to achieve registration nor theamount 
of paper work and frustration involved. The Board and Development Officer 
should work closely together to process all the necessary material required. 

There are 3 means of trying for registration : 

1. go it alone and deal direct with the Registrar 

2. deal direct but use your local member to speed things up by backing you 
and giving support for your cause. 

3. engage the services of the Co-operative Federation to assist you. 

Registration is not achieved quickly or easily so the process should be comm- 
enced immediately. 

Once registration is gained, be aware of the conditions and obligations to be 
fulfilled so as to protect the co operative and its members. 

Also you may consider that membership of the Federation would be an advan- 
tage to the co-operative, especially if use was made in regard the Federation 
assisting you with your registration. 


PRODUCTS 

FOOTPATHS WITHOUT BACKACHE 


The physical labour involved in laying out flagstones and kerbs is drastically 
reduced by the hydraulic flagging tool and kerbstones layer. One man can 
comfortably lay flagstones and kerbstones of up to 150 kg weight with the 
two special tools and stones can be laid flush or with separation gaps as de- 
sired. DR 18. 


OR DER IN THE COMPOST HEAP 

In at the top and out at the bottom is the simple system behind the compost 
holder. 

Able to hold 500 litres of clippings and other garden waste, the compost 
holder creates order in a necessary but usually rather untidy garden task. 
The lightweight artificial material used does not rot (like those old boards 
you nailed together to make a compost holder last year) and the holder can 
be assembled in a few minutes without the use of tools. Besides keeping the 
compost heap in its place, the holder is a discreet, natural colour and very 
unobtrusive in appearance. DR 58. 


OUTDOOR FURNITURE 


Outdoor furniture designed largely by nature herself, furniture with a 
rustic appearance that fits into almost any garden setting. 

Massive cross sections of wood are given a special treatment and a high pol- 
ish that turns them into impressive table tops. Logs split lenghtwise become 
bench seats. Planks are bolted together to form picnic tables. Sections of log 
with bolted on back rests are turned into sturdy stools. DR 58. 



THE PLANNING FUNCTION IN CO-OPERATIVE MANAGEMENT 


Risk and Dangers 

Planning by managers of co-operatives may be observed to be improving, but 
there are hazards to which we should be sensitive: 

(1) . Plans are frequently seen to be the exclusive preoccupation of the Develop- 

ment Officer. But the success of the plan depends on committment to it by 
all those charged with carrying it out. Committment can be only to 
one's own objectives-or to a larger objective which one has participated in 
identifying. Thus, yesterday's "chief planner" is becoming a co-ordinator 
of planning and of action programmes which grow out of analysis of the 
existing situation and out of the hopes and dreams of as many of the part- 
icipants as possible. 

(2) . Willingness to see plans as means rather than ends and therefore subject to 

continuous review and possible change, must be reinforced continuously. 

A carefully prepared plan takes on considerable elegance in the minds of 
those preparing it. But the surrounding circumstances, both internal and 
external, will change tomorrow. What is needed, then, is continuous app- 
raisal of the likelihood of the plan achieving desired results, 
besides recognizing changing environment and interim progress. From the 
appraisal must come continuing reaffirmation of the plan-or departure from 
it. Plans may not be written on the wind, but they must surely not be 
engraved in stone lest they serve exclusively as memorials. 

(3) . It is sad indeed to see the fine enthusiasm with which plans are frequently 

launched turn gradually into mere compliance, apathy and finally, hostility, 
because of management's failure to follow through to conclusion. If there is 
no insistence upon performance, the plan dies. Results must be pursued 
with at least the same diligence as marked the development of the plan itself 
People cannot be rallied to achievement by a manager who is inconsistent in 
his pursuit of objectives. 

And if no recognition of performance is provided for in the total planning 
process, the initial sense of committment will not be sustained. Recognition 
of performance does not mean praise exclusively. It can also mean criticism. 
Continuing evidence must be furnished to all those responsible for carrying 
out a plan that their effort and their achievement genuinely matter. 


REFERENCE BOOKS 


It may be felt that the co-operative should have some or all of these publications 
as part of its reference library for use by interested members. They will assist 
in responding to matters that arise in the management of the co-operative. 


SMALL BUS I NESS AGENCY 

Guide-post to Small Business Productivity. 

A Guide to Budgeting for the Small Manufacturer. 
Job Costing and Estimation. 


GENERAL 

A guide to good Chairmanship $3.75 

Edward Major D & C 

How to make more Profit in Business $15.99 

Geoff Hasler - Box Q294, Queen Victoria Building P.O. N.S.W 


2000 


DICK SMITH, OF DICK SMITH ELECTRONICS: 


"MY FOUR SECRETS OF SUCCESS" 


COMMUNICATION : With 240 staff, 14 branches, 200 dealers and 3, 000 lines in 
stock. Smith says communication is his biggest problem: "If my staff communicat- 
ed as well a I wanted them to we would double our profits. Misunderstandings 
cost this country untold millions of dollars. 

"Not only do you have to make every effort to make sure people know what you 
are telling them, you have to anticipate that they will still make mistakes. When 
we are ordering a front panel for an amplifier we have to spell out exactly what 
we want. As well as telling someone what we want we write it down and give them 
a drawing. If we specify that it has to be coloured green, colour the drawing 
green. Even then we anticipate that the supplier will make mistakes. We care- 
fully explain why we want it green and check up during the production to make 
sure it will be green." 

Smith vividly recalls in his early days selling a radio aerial. It didn't have a 
price sticker on it and he sold it for $3. Later he found it was really worth $5. 
Since then he has been fanatical about every item bearing a price sticker. As he 
puts it, "I make an enormous number of mistakes but I never make the same mis- 
take twice. " 

A brilliant example of communication in Smith's business is "Dick's Video". This 
was devised by his Managing Director, Ike Bain. Each week they make a video 
tape which is sent to every branch. On the tape Smith reads out questions and 
recommendations from his branch staff - from the cleaner upwards. "Should we 
stop stocking the B-4506 transistor manual, or do you think a price cut could 
sell more of them?" 

Each branch discusses the problem and sends the answer in. Some time ago the 
company had bought some small lathes which didn't sell at all well. Many of his 
staff told Smith that they knew sales would be slow and would have argued 
against stocking them. 

The video system keeps Smith in constant close touch with his staff's gut feel. 

It is an exceptionally fast and effective means of letting his staff know what he 
wants and then letting him know what they want. The system also makes his 
entire staff feel they are part of the decision-making process, giving them a 
feeling of responsibility and achievement that would be hard to achieve by any 
other method. 

Smith insists that none of the company's products ever be referred to by code 
number alone. Too many disasters are possible such as mistakenly ordering 
1,000 computers coded X-4005 at $695 each instead of 1,000 capacitors marked 
A-4005 costing only 50C each. 

In one video tape Smith broke this rule and an observant employee sent a memo 
criticising him for it. On the next week's video Smith apologised. No-one in 
his organisation feels inhibited about saying what he thinks. His staff know 
their opinions are respected and listened to. In return they have the highest 
respect for Smith. There would be very few businesses in Australia with a 
higher morale among the staff. 

COPY I NC : There is no false modesty involved when Dick Smith says, "The 
fact is I'm not terribly bright." He makes no secret that a very large part of 
his success is due to copying what other people have done. 

Early in his career he decided to start mail order service. He went to Seven 
Seas Stamps (a very successful mail order business in Dubbo, NSW) and asked 
them to teach him how to do it. "They were more than happy to do so". Smith 
says. "It's amazing how much help people will give you if you swallow your 
ego, admit your ignorance and ask for help. Without their advice I could have 
gone down the drain." 

Smith says when he is compiling a new catalogue he unashamedly copies the 
descriptions of his products from other people's catalogues after first gaining 
permission. If it works we keep using it. If not we copy someone else. 

He recently tried to improve his mail order business and ran a $50,000 series 
of ads copying the style of JS&A mail order ads. It was a complete flop bring- 
ing in only $18, 000 in sales. "That's the last time we'll try that", he says. 


"Never be too proud to admit you don't know everything. Always ask success- 
ful people for advice. In general, do what has proved to be successful rather 
than try your own, untested ideas. 

SIMPLICITY : Smith says there are far too many people who have a vested 
interest in making things complicated. He believes in keeping things simple and 
doing what seems obvious. He claims he has tried to read books on management, 
finance and business administration but has never been able to get past the first 
few pages. "I don't know what they're talking about. Running a business should 
be obvious if you've been born a businessman. You're on the wrong track if you 
think you'll find out how to do it by the complicated theories you find in textbooks. 
Smith has a Financial Director for his company but admits he doesn't know what 
the man really does and suspects it isn't worthwhile. "I keep him as a form of 
insurance. Everyone else has a Financial Director, maybe I should as well." 

There are no sales charts and diagrams in Smith's office. All the figures he works 
with are kept in an exercise book. He says that's all he needs. 

He has thoughtof selling franchises for his business and has gone into the matter 
of great depth. However, he has decided to keep his dealership system rather 
than offer franchises. "Franchises looked like being too complicated", he says. 
"Franchisees would have to be consulted at every step of the way. I would need 
to get their permission for every new project. It would take too long and get too 
involved. The dealership system is beautifully simple so that's the way we'll keep 
it. 

CREDIT : In the early days of his business Smith sold many car radios by credit 
to car dealers. He was owed a lot of money and badly needed to call in the debts. 
Many people told him he would be foolish to do it as he would lose too many cust- 
omers. "That's a load of rubbish". Smith says. "Look at the most successful 
retailers: Woolworths, Target, Franklins. Do they give credit? No! And they're 
booming. Look at some of the retailers who do offer credit and you'll see many of 
them are in a bad way." 

He eventually stopped giving credit to the car dealers and many of them stopped 
buying it from him. But many of those who did later went broke and Smith would- 
n't have received the money from them anyway. His cash flow was greatly 
improved and this enabled him to spend money on advertising and to lower prices. 
"After I stopped giving credit I found I was making ten times as much money", he 
says. 

Extracted from "Making Money" May 1980. Reprinted by permission of the Editor. 


Suppose a half dozen of us are seated around the walls of a very dark room. We 
are told that somewhere in the open middle space is a chair. Who would find it? 
Not those of us who sat still and philosophized about where chairs are placed in 
rooms. The fellow who would locate it is the one who'd get up, then walk and 
stumble around until he discovered it. Nobody ever found anything while sitting 
down. So, Q.E.D., don't be afraid to stumble. 

CHARLES F. KETTERING 


In the final analysis you should not measure your success by what you have 
accomplished, but by what you should have accomplished with your ability. 


CLIVE STAPLES LEWIS 


THE MARKET PLACE 


Should any Co-operative have goods, equipment or services for sale you can 
use this section to advise other co-operatives of details, price, conditions and 
contact address. 

Copy to be supplied by the fifteenth (15th) of each month. 


THE CO-OPERATIVE FEDERATION OF N.S.W. LTD. 




SERVICES TO MEMBERS INCLUDE: 



* 

* 

* 

* 

* 

* 

* 

* 

* 

* 


ACCOUNTING 
AWARD & INDUSTRIAL 
CENTRALISED BANKING 
EDUCATIONAL PROGRAMME 
MANAGEMENT CONSULTING 
SECRETARIAL SERVICES 
SUPERANNUATION FUND 
TAXATION ADVISOR 
TRADE DIRECTORY 
TRAVEL 


We invite you to contact us regarding details on the above services by writing to: 

Co-operative Federation of N.S.W. Ltd., 

G.P.O. Box 1758, 

SYDNEY NSW 2001 . 

Or Phone: 231 5014 


REMEMBER: 


CONTRIBUTIONS 


You are invited to contribute to your newspaper. Yes! you should see this 
as you newspaper. You should regard it as a means of communicating your 
ideas and ideals to other co-operatives. 

Give it some thought. Issues posted 1st monthly. Contributions by 15th 
monthly . 

CORRESPONDENCE 


Addressed to: The Editor 
"Worklink" 

C/- Co-operative Management Advisor 
Co-operative Federation of NSW Ltd 
PO Box 1758 
SYDNEY NSW 2001. 


Printed By:- Auburn Work Collective 

( 02 ) 646 4881 


